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. Q_ - The NA£1ona1fﬁnstﬂtqte of Eduﬂation s State Capacity Bu11d1ng Pragram

, State Educat1on Agencies (SEAS) The nature DF th15 dissemina-.»
i

B : - tiqn -C iacity is ref1ected 1n ‘the two brgad goa]s nf the Prngram . ) Aii'_:ji

\,Lfl) Prav1d1ng greater access by a11 educatars to an 1ncrea§ed xS

quality and quant1ty of 1nfarmat1§n resources
. \ 2) VRea11z1ng an 1ncreased cagrdination and Drchestrat1on amcng )

the many d1552m1nat1on activi;ies under way in SEAS and 1n

I

' statés
,'ﬁee;E?aad areas:

.

'\ v ; Eaﬂh SEA addresses these 90315 thraugh act1v1t1és 1)

resources, 11nkage and IEadership The Prﬂgram has sume re]at1ve1y un1que '

features:

// S e 1) A nan—prescr1pt1ve posture 15 taken- Ey NIE étates aré Frée to -
a ' J ) f’ .
oY , deF1na "caﬁprehensive d1ssemination capac1fy" within a bread

framewnrk ‘ o T
Y | . . L
- 2) NIE staff v1ew\th’ e,e?apment GF the Pragram and the ind1v1du31 ‘

: prnjécts as a "Eu]1aburative" effcrt

¥

vv 3) 'Each SEA is g1ven a ’omm1tment for funding over a. three to five .

oy i.‘« : year per1ad based DB success in meeting prnject ijectives\ﬂn

- a year'iy ba51s T

\m\ - ’
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| The Program began in Juiy of 1975. and as. of thie date. twenty-nine states
;'y‘ are participating . :, : -,x"“i; . ‘ - o
: ! In October. 1976 National Testing Service (NTS) of Durham. North
Caroiina began the deve]opment of an evaluation design for the State
{ Capacity Buiiding Program . The deeign was focused on the Program and not
on the individuai projecte Two‘major guestjong whichoguind the deeign s
- were: | . | . : | : : *.r-‘, ' : .
| 1) How ie dissemination capacity being deveioped in State Education
E.xif', . Agenciee as‘a result of the NIE Program? v . -
7.;;_2) Is the SEAs' dissemination capacity having an eftect? If so, -
:",iv what is the nature of the effect? . o
g Deeign activities were planned for compietion in August of 1977 bﬁth
', 1n1t1ation of data coiiection echedu]ed to begin in September, 1977 Th
deeign period was extended to December 1977 . and has now been continued
through March, '1978. Theee delays’ in the. deveiopment of an approved design
have put off the completion of data coilection inetruments ' i
\ A re]ativeiy unique Feature ‘of the NTS Evaiuation waé/the estab]iehs
| ment of g technical aeeietance component within the same procurement =\x%;
The technicai a551stance component has the fo]]ow1ng major.:. purposes:
1) to aeeiet the progecteain,applying the 1ntormation resuiting
a from the Program evaiuation to the1r progectei and
' 2)_:to prov1de coneultant assistance servicee for addreeeing i

- progect 1dent1F1ed neede (both indiv1dua] and cross- project)

Nhi]e the evaiuation component hae been 1ogated at National Testing Service '

v7

“a offices in Durham, North Caroiina the technicai assistance component has
. . - r‘f/( -
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“the de‘eIepment of each cemponent but speeie1 effortslgeed te be undertaken

1n ord'r te mainte1n eemmunieatiens e :'4‘

Deputy fer Techniea1 AsSistanee (DTA) A smaT] ameunt ef\meneynis avaiIﬁ_g

. able for supperting fees and travel expenses fér eensu1tants In additjen;;
~ .\,, .4

monies for eemmunieatien act1v1t1esaare aTse prev1ded ‘g,t |

The- eva]uatien ang the technical assistance act1v1t1es were 1mp1emented

'astdiserete and separab1e entities, a]theugh the DTA idid. part1e1pate in the.

deveTepment ef the eva1uat1en design dur1ng Phase I. l This early 1nve1vement§

in the design aet1v1t1es was: intended to insure that'the eva]uatien reflected

the rea11ty exisitng in the states During year- 1 of Phase II, 1ntended
. as the 1mp1ementatien period fer the eva1uat1en the DTA has maintained an
inereased 1ndependence S0 as. not te 1nf1uence tye eva1uat1en 1tse]f nor te
be pereeived by some prejeet persanne1 ‘as. part of the eva1uatien team ‘
Because of the de1ays in 1mp1ement1ng the eva]uat1en, the first majer

.
purpese of the teehnica1 assistanee cempenent has not been addtessed to

; date To gu1de ‘the de11very ef teehniea] assistanee serviees, a p1an was
| eeve1eped based on_ the needs. Df the pregects as pereeived by the Deputy

fer TeehnTea1 Assistanee and . by the projeet direeters themse1ves,

Teehniea] Assistanee Services

'l The eharaeter1st1cs ‘of the Capac1ty BU11d1ng Pregram are sueh that
technicaT assistance serviees are a natural eensequenee and requirement

A;Beeause NIE provides no detaiTed guidelinesaahd,very_fee restriet1gns,

 based. in Rhode Isiand Thfs seperet1an of Iaeations hes not hgmpered .
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states are free to define disseminatidn cepacity 1n a manner which 1§ con=

- sistent with the envirdnmeﬁn which the prﬂject exists- This enﬁronment !

is cemprised ef sueh e]ements as the drganizatienaT characterist1cs of the
SEA its gda1s and pridrities, and 1ts reiationships with local schddl
districts Thus, the states are, seeking dessriptidns of- options and
elternetives fdr dddressing common gaaTs : great deal of adaptatien takes
ﬁ1ase and the tEEhnica¥&;ssistance functien.serves to faei]itate.sdch.- |
edeptatien and shering Adaptation is neeessary’besause the'sbeeifis .;!
feetures or activities addressed to- each, prgjeet goal zaryffrnm state to
state* Thus fur exampie variatiens of 11nk1ng funetidns acrdss the (\;

States are as much a functidn of the centext in wh1ch the 1inker Qperates

as they are a function of the generie rd]e - . -

Given that the Program is designed as a ceT]abdrative effort between

¥

NIE and the states, the téchnica] essistance functiQh serves as a principa1
mechenism for realizing suqﬂ eaT]aboratidn Specific services provided may

be grouped in F1ve majer categeries

Commun1cet10n Commundcatien activit1es are mu]tip]e method and

des1gned te fesi]itate two and mu1t1p1e -way shsring among’ proaect directers

- and between ‘the d1rectors end the DTA. Two broad types of cammunisatien :

efe cdndueéedi regu1ar te]ephone and/or written sdmmunicatidhs with each
pregest d1rector and a computer cenéerenCTng system The major method of .
m§1nta1n ing hegu]ﬂh and uniform eeman1catien is the distributi nof a
monthly. meme called Techniea] Assistiﬁte Update This memojpquides

information regarding relevant nationwide(disseminatien eetivitjes'éni .

_febdut'Sdurces of 1:§prmatjon and assistense'for pFBject,directers and staff.
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| In arder te faciiitete sherinc ameng preject directors, -a. computer . -
i.cenferencing system was esteET?Ehed in December, 1977, The purpose of the
system is to. eiicw pchect directers to previde infermetipn and assistance
‘atc cne ancthen. ae we11 as to serve as a mechenism fer holding; "cceferences" f
"withput the disedvantages efdcpetiy time and ‘travel ccmmitments iThen
conferencing syetem eperetes in beth a real time, synchrencus mode and in
. en on-going mode in which perticipents enter. the ccnference on a regu]er
;:besis Lusue]iy cnce\e week). At present, appreximateiy heif of the tweqty-
nine. prejects are participating in the. system Eveiuetien of .1ts. uti]ity
'end effectiveness will be qnderteken fc]iewing a six-mpnth triai penied

;cNhiie not parti ip’ting directly in the ccnfenencing system, the DTA

menitprs the "min; es" of - the cpnference and follows up with infprmetipn

i ahd assistance where appropriate

L&

Leadership Deveicpment Activitiee ’ Tne'purpcse'cf ectiwities in tnie

‘e¢ee isctp provide prpject directprs with pppprtunities to eddress mejpr
| issues reieting to the deveippmen% end impiementetien ef cemprehensive and <
cpprdinated disseminaticn programs, the second majcr gce];ﬂf the Pregram |

Tc guide the, design of such ectivities, the DTA deveipped a prOSpectus which
-1dentified needed skiﬂis and- knpwiedges re]ating to directing Cepecity
_Building Prejects in SEAs " In addition, the peper pncpcsed some breed e
l strategiee for eddressing such needs. o

S

‘' As a first step in eddressing neede in this area,. a Cpnference on SEA

v\

Leedership in Dieseminetien was ccn@ucted by the DTA in December of 197&§

The Cenfenence dntrcduced prpject directprs end menegers ‘to spme of the

-
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priority tlpies needing ottention end provided direotors with on opportunity;

t to olarify the issues ond speoifio deveiopment needs in these oreas vht

E present it is antioipated that the teohniéol assistence oomponent will

conduct foiiow—up workshops for projeet direetors to provide An-depth.

‘ltreotmeqt of these critical areas. The fers of thgse sessions wii] be

on probiem definition end probiem solving using outside resource, experts |
together with' the ooileotive taionts of the project direotors A pienned
outcome of suoh workshops is doCUmentetion déseribing the issues re]eted to
the area under consideration (e g. deeiing“ﬁith intreﬁorganizational

re]ationships in orohestrating disseminotion servioes) end proposing elteri

"netive so1utions" for oddressing the issues. Such documentation ui11

!

| serve as a working doeument for supporting on-going soiution bui]ding in

=

X

il

Evaluation Documentation. Three majoreattivities were proposed to

- - , ! 7 )
cassist project directors in improving their documentation and evaluation

h

, activities. A compendium of instruments and forms used by the projects

i o . B :
was compiled by the DTA and made available for each project director. In

aodition: updatesito the oompendium are provided regularly to a11—projeot
directord ’ A seoond activity is the preparation of a model system for

documentetion of pnpject ectivities This service is being developed

"beceuse of the inadgquate documentationprocesses maintained by many
projects. Finally, in_eonjunction with the!eVeiuation component, 1t was
'proposed that evatuation services in such areas as instrumentation,

'_methodo]ogy_oesign,endEjn date.aneiysis and reportingkwouidlbe provided .

5



Eolprajeétéi It was 1ntended that states would customi ze ghe NTS instru-
Mentation’ for application to their own unfque fnfornation needs. Since S
the imp15ﬂentat1on g@ the. evaluatian has been delayed by additional work

on: the design and 1nstrumentat19n. 1t has not ‘been pass1b1e to. prgvide

such assistanEe to states at this time ;

_ ggpgeptual DQVE1QDMEﬂIZ Most.prajectgdirectors!aréitab busy to wade

o thrgagh the cﬂﬁ:eptua? and theﬁretica? literature regarding knowledge
Eproductianvaﬁﬁ_uti]iiatidh or regarding!organizafionai change and change
m§négement.’ Their day-to-day activities do not naturally accamnﬁdéte

i thesegperspéctives; ﬁ?agmati§>concerns prédam1nate: There 1s, however,

© considerable utifity fn the growing amount of 11terature dealing with KPU
cancépts- There is even a growing bady QF documentation regarding |
experienceﬂ with disseminatian strategies and tact1cs Given the nature
Df State Education Agencies, the incentives for app11cat1§n of theory and
cencépts tn‘dayftaﬁday pracﬁ1ées are weak.
~+ Because the Capacity Building Program has asvnné of 1ts purposes the

\ dccardinatﬁen and orchestration of disseminat1on activitiés within SEAS
and within states, project. directors need a strong backgruund in cunceptua]
issues re]at1ng‘to Qrganizationa1 change. knowledge utiTizatinn. 1inking,
and 1ntecﬂrgan1zatiunal Fe1atiansh1ps In order to 5t1mu1ate‘project
directors to address such 155uesi-a seriés of briéfrstimu1us papers, usually
nnt more than three to four pages in 1ength, accnmpany the monthly memo !

L4 \ B
which "is sent to all prdgect directors and managers Topics covéred thus

} far are:

I~ ™
-

Co o ‘%a) ’

u\“x.
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‘ 1) Devaloping 11nker 2upport'§y:tims
i 2) Dcv;lnping a? SEA dfssuminatinn pTan L :

3) Deveioping a needs sensing systam for disseminatian servicss

* f .
- -

, . Ad Moc ConSQI;ant.Assis;ancg, A sma11- amount af dollars are avaflable

* to support the trgve]'af-the DTA or the fees and travel expenses of con-

su}tahts in order to respond to ad hoc assistance néeds of the project
directors. Given:the 1imi ted Fesaurces available, direct services to
1nd1v1duaT projects have been meager Cgﬁsultants have been used to

; participate in conferences and to support other cross-project activities

. in order t§ gain a higher castébenefit to projectg than might be re;]f;ed
through individual assistance. | 7

?A=bi%product ofatechnicai assisténce actiyities has been the develop-

ment of a 1ink1ng/liaison role fcr the DTA in relating to other major

. i
: natianw1de dissemination a§t1v1tféﬁ, part1rular1y with resppct to those

programs which have resources which c;uld be ysed bysthe praJec;s.
The explosion of dissemination activities Aas made increased demands

for the DTA to keep abreast of activities in all programs which céﬁld

? cSnceivabTy impact on the Capécity Buildinq Pf@gram and projects. Con-
sideéap1e time has been spent 1n‘11nk1ng to such activities as the National -
Dissemination Leaﬂership Projecé, the Nationa1 Diffusion Network, the
Research‘and Development Exchange, Vocational and Special Education disé
semination activities, and to eméfging efforts to déve1op 1{nk1ng systems.
Such 1iaisan,a§t1y1tié5 hé1p tdo minimize the problems which fragmentation

causes - precisely the problems to which Capacity Building Projects are

addressed within their own stites. T~

P
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“The Linklng Role
’ BUtler and’ Pais1iy (1978) have 1dent1fied three aspict: of the 11nk1ng

role which are reTevant to the technical assistance services being providgd :
under the NTS cnntract These roles are: resource providgri process heTper.:
and solution giver. The role which the DTA takes iIn ﬁrcvidiﬁgiassigiance |
varies fromﬁéiate to'étaﬁg, This variation is éaused fn part by the
“entitiemeﬁt" g‘ven?the OTA. This conéépf 15 uéed.byzpaisiey tﬁ charac-
teryze seveva1 factars 1nf1uencinq the linkinq r01p Thus. 1n some States:
emphasis is on Draviding 1ﬂfﬂrmatian wh1]P 1n Dther states the emphasis

is on dea]inq with the dpvplapmpnt of process 51111; and artfvities re1ated_
QQ building dis%emination caparity While the former ralp is a common ane,
it 1s used to increase leqitimacx and gain entry to the project he réa]

qoal is ta ;erve,as a process helper since this notion 1s cqnsistent ;ith
. . . . ‘ v N

L

the capacity building ‘theme Of»th? Program,
fﬁﬁurale of solution glver {5 rarply playvd hoth h#ﬁauge of "the. natur¢
of the Program and of the 1imited ﬂnt1t1gm9nt given tn the Deputy. th§

during the first jear a siqnificant amount of time has been spent in

»ﬁéhnr$1 FﬂMﬂUHfEﬂtiﬁﬂ aceivities, in reviewing ﬁrajﬁct materfals, 4id {n

1ﬂoking for appropriate refourge No doubt, th15 entitIement 15 inilyEﬁcéd

" by th? varyinq kaELtatinnﬁ that PTDiPLt directorf have" nf the DTA Alsn‘

despfte the fact that the DTA is a former” Capatiny Building Pchect directar

H

5 not undfnrm1y accepted by

s



éiven tne varyine entitiements pesseSSed-by‘thehDTA. en incneaSed
?i! emphasis has’ been&gﬂaced cn refering prcject directors tc other snurces
o of assistance and to brokering such services within’the 1imitations. of
o  the resdurcessavaiiebief It ‘has e?ways been the case that the DTA could
‘ E not prcvide the needed expertise for aii of the project needs The emchasis
on refering and brokering merely cperates on this fact The teieccnfenenc-,
lling system recentiy initisted hes the potentia] for providing prcjecta‘
ccncroiﬂed,ccnmunicetiens deviceifcr ehering}and neferingi-as weii'asl g

. pndviding dnother needs'sensing mechenii@ for the DTA.

1- }féggessing Technical Bssistence Serv}ces - ‘ ‘f R
W | What have ne-ieennedlas ainesult of enr»exbeniences during_tng’pest i |
: year of prcviaing technicei assistance senviées to the ncojects?' We K
A beiieve a lot. : Much of our 1earn3ng has” been transiated as quickiy as |
nssible into shaping our senvices ' Seme cf the major 1earnings gieaned
from experiences to date are: | » |
t - 1) There is a need to deemphesize ad hcc éervices to individuai
ipnajects Regardless OF the resources that ccuid be mede available,
K benefits from this mcde of assistance are not ccnsistent with the 1eve1
of re S0Urces - thet wduid be nequired In rare instances, where it is th% :
case thet the DTA cen play a-critical heiping rele. 53ch individuai j?_-{

a551stance can be accommodated. ' A B

'E)l The DTA needs tc be more preactive in providing technicai

assistance services Such initiacive can be demenstrated threugh prcpcsi%-

recommending. and promcting a ‘more ‘active rcTe on the pert cf prnJect




directors. This is not to éay £hat technical assistance should not be
responsive to needs and requests generated by ind1v1dua1 progects or groups
of prajects Rather, 1t is based on the assumpt1cn that the level of :
benefits to bé derived from the resources available is greater when such
éervices are directed to needs pefceived to exist across the majority_of
projects. Aisol given the present ]evé1 of resources avéi?abTe for Lechnicai
assistance, it.is difficult to provide the kind of individualized service
which a solely responsive-mode requires.

Bj Project directors need to take more ‘responsibility for their own
ileadersh1p development and for procuring technical assistance serv1ces
which they need. - In add1t1oni they need to perceive themselves as sources
of technical assistance to each other. They need to work on issues-and
problems that they 1dentify: They need to seek and procure appropriate
human and material resohrces! In essence, they need to have greater
control over the tec%nica? assistance services provided to them. Needs
assessment activities conducted at a recent leadership‘deveiopment confer%
ence provided project director input for determining technical assistance
services.

4) More attention needs to be given to transformation activities
‘aimed at bringing conceptual and theoretical material to the attention
of project directors. Thefe is a need to delineate the implications g%r
the growing quantity of literature for dissemination capacity building and
:suggestlpracesses that might be undertaken to explore optiéns related to

new knowledge or theory'regarding-dissemination and change.

-/
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S) “While the role of the DTA is similar in many)regpects to that of
thé typical (if there is‘ane) linker, there are marked differences, Fcf_
one, the "territory" fs somewhat larger than that éovered by ﬁost 1inkér5.
The communication problems inhefént in working with a nationwide distribﬁé
tion of individuals and projetts_serve as Seriaus impediments given the
present level of resources available for technical assistance servcies.
-HDFEDVéF, the}knqwiedge base-difect1y related to the needs of individual
project directors is quite small and weak. We are far from having identified
validated practices in this area. ’
6) It is‘impprtant for the DTA to diétinguish between wants and
needs as expressed by project directors. Serving’wéntg is important for
establishing a climate dnd relationship {n which, real and‘important néeds
can be identified and addressed. It is the lattér objective which demands

w serious attention by the DTA and which requires more sophisticated sensing

, mechanisms -than waqﬁ lists produced by the @jﬁectorsthem§é1ves.
7) NIF %Ta‘f‘ggarticﬂ1ar1y project méﬁitprg, need to be more closely
involved in the design of technical assistéhce and in participating‘in
many of them. NIE project monitors can also help to "market" techniEaT£
. : : ~axp
assistance services by advising state prcjéct directors of available
services relating to £heir specific needs.
Assessmegg- k
The inadequacies of the better mousetrap thear{ apply to the technical

Assistance service. Some, project directors have not actively availed

themselves of any services degpite the fact that nearly every state could

(R,
[y




merit increased commitment and support on the part of NIE. Given the

13

benefit from.one or more of the services. Several reasons can be postulated

oo 2
fo¥ this phenomenon:

]

1). Perceived inadequate entitlement on the part of the DTA

3

2) Perception that the DTA could not understand and accommodate
; the Qniqﬁe needs ,of a particular project or projéct director
3) Perceptioh that the technical assistance is tied to the.evalua-
“tion effort " L
4) ﬁerception that ﬁﬁe technical assisignce services are inadequéte
to the neédé of the projects,!being mére{y a "step child" of
the evaluation, representing a token response to substaﬁtia] needs

5) Retiﬁence_tc share problems and ﬁeedé with anrexterna1 agent'hired

by the funding agent (NIE)

Angthef important aspect of the use of technical assistaﬁce services
by the project directors is that relating t? the inceptives exist}ﬁg for
such use. In the case df most projects, typica1 motivations éf%her_do not
exist or are of insufficient magnitude. For example, many projects do not
have internal evaTuétiQns which would proﬁide the quantity and quality of

information which would stimulate requests for teéhhica] assistance. In

- addition, the delay in the conduct of the NTS Evaluation has impeged the

use of such information for determining technical assistance needs.
" Although technical assistance activities have been severely under-

s o , ~
resourced -during the past year, enoughpositive’ outcomes were realized '

. : . 5
important role which State Capacity Building Projects can play in the

development of a nationwide dissemination system, it is critical that the

1o



i

© projects -have the opportunity to develop to their fullest potentiai Such

poténtia] can only be rea11zed through ‘the cantinued prov1s1on of techn1ca1

Footnote: ’ : | .

1This paper is based on work conducted as part of Contract 400-77-0166 ,
- with the National Institute of Education, United States Department of - !
- Health,: Education, and Welfare. Contractors undertaking such projects
with government Sponsorsh1p are encouraged to express their prufess1nna1
judgement in the conduct of the project. Points of view or opinions do
not, therefore, necessarily represent official positions or policies of
. the National Institute of Education.
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